LAST YEAR WAS a successful one for Software Engineering Radio: we closed out 2016 with 33 shows and more than 1.8 million downloads, were included in CodeWeavers' Top 7 Podcasts of 2016 for Business-Minded Programmers, were nominated in Simple Programmer's 2016 Software Developer Podcast Awards, and came in second on Feedspot's Top 10 Software Engineering Blogs & Websites for Software Engineers. In addition, we're engaging with our community more than ever. Our show host manual, which explains how we develop a show, is now open source (github.com/ieeecs /seradio-manual) and is accepting pull requests. We are seeking language translations for our transcripts and have opened a public Slack channel for community feedback (seradio.herokuapp.com). This issue's column features one of our most popular shows, in which Marcus Blankenship speaks with author and consultant Josh Doody about salary negotiation. Author of Fearless Salary Negotiation, Josh has developed a process for software engineers to use to negotiate their best salary for a job, and provides insight into overcoming psychological and emotional roadblocks to negotiating. Portions of the interview not included here for reasons of space discuss market value and how it impacts negotiation, how to negotiate a raise at your current position, and strategies for getting a promotion. To hear the full interview, visit our archives at se-radio .net or via RSS at feeds.feedburner.com /se-radio. -Robert Blumen Marcus Blankenship: What is salary negotiation?
Josh Doody: It's a conversation between a potential employee and a potential employer to discover the best arrangement that will make both the employer and the employee satis ed.
Marcus: When do these conversations typically happen?
Josh: The most common time is when you're changing jobs. You get an interview, you get a job offer, and then you negotiate your salary before you start. Another common time is when an employee reaches out to their manager to say, "I'd like to talk about increasing my salary for these reasons." Marcus: That's true: it adds up to be such a large amount of money, even in comparison to your home. You said earlier that a negotiation is a conversation to get to the best outcome. Best for whom? I often think about it as best for one side or the other.
Marcus
Josh: A lot of people perceive salary negotiation to be like a scene in a movie where an aggressive person is slamming their fist on the desk. But it's a conversation-a better word might be collaboration-where two parties are trying to figure out what makes both of them comfortable.
It should be difficult for a company to pay someone far less than their market value because the employee would be significantly losing out. And on the flip side, it's pretty rare that a company will drastically overpay. The conversation is about figuring out where the employer is comfortable paying for the value that the employee brings to the table, and where the employee is comfortable providing that service for the offered compensation package. This is a classic example of the way prices work in markets: you find the market clearing price.
In a well-done negotiation, both parties leave saying, "I feel good about the result." [The employer] can see the value that the new employee brings to the company and how that person will make the company better. The employee is thinking, "I'm happy with this compensation package. I'll be happy to show up for work every day to do a good job, and add value to the company." It's a win-win.
Marcus: This sounds really reasonable, and yet conversations like this have been tough for me in the past. Your book is called Fearless Salary Negotiation. Why did you use the word "fearless"?
Josh: I put the word "fearless" in there because I find that the topic of salary negotiation is intimidating to people. In a lot of the conversations I have now as a coach, the people I work with fear that something is happening that's either out of their control or will be detrimental to them. The most common fear with salary negotiation is that if you try to negotiate, they're going to retract the job offer. I don't think this fear comes to fruition, but it's a fear that virtually everyone has, so I wanted to let people know that there's a way to negotiate salary fearlessly.
There's a process you can follow that will get you better results. In the book, I tell you along the way how we mitigate risk at every step, so there's less fear involved, which enables you to negotiate better on your own behalf. That's going to get you a better result in terms of your compensation and a better arrangement with your employer. I'm very comfortable with processes, and I think most other engineers are as well.
Marcus: Your framework consists of a set of steps-an algorithm, as it were. Can you give us a high-level overview of what that process looks like?
Josh:
Step zero is during the interview process (usually in a prescreening or what I call the pre-interview), which is where the negotiation starts in a sneaky way. The company will ask a question that I'm sure most of your listeners have heard. It usually goes something like this: "Tell me about where you are right now in terms of salary, and what you would like if you come to work for us." They're asking for your current salary or your desired salary, or both.
That's the beginning of the salary negotiation. They're trying to set a baseline that they can use later when they're making you an offer. The first step in my salary negotiation method is to not disclose those numbers because it can only work against the candidate. I have yet to find a compelling reason that it works for the candidate.
Let's fast-forward to the interview. Throughout that process, my high-level strategy is for you, the candidate, to help the company understand that they'll be better off if you're a part of their team. Everything you do in the interview process is designed to emphasize that. You want to switch the company's thinking from "What's the minimum we can offer Josh to get him to take this job?" to "What do we need to offer Josh to convince him to take this job?" There's a subtle difference there, but it's a big difference in terms of the kind of offers you'll get.
Before you get an offer, there's a step called "setting your minimum acceptable salary." Being honest with yourself, figure out the minimum salary you'd require to take the job as you understand it. Do this early so your judgment isn't clouded by big numbers that might be thrown at you, especially "total comp." Companies can say something like, "Your total comp is $300,000." When they say that, they're rolling in a whole bunch of things that won't help you pay your mortgage. You need to know the base salary.
If the initial number they offer meets or exceeds your minimum acceptable salary, you can start negotiating. If the employer can't meet that minimum, you shouldn't work there. It's not a good arrangement.
The next step is the counteroffer, which should be between 10 and 20 percent of the initial offer. Their offer is oating because you haven't given them anything to use as a baseline, like your current or desired salary. You'll counter closer to 20 percent if you detect that the company really wants to bring you on board.
The company is making you an offer that's presumably somewhere in the upper end of the range of money they can offer you. Your counteroffer is designed to say, "Well, can you go a little bit higher in that range?" Once you've countered, they'll usually respond somewhere between your initial offer and your counteroffer, and then you want to make sure you keep your foot on the gas all the way through to the end. Try to push your base salary up as best you can. This is also the time when you get to negotiate fun things like vacation and signing bonuses. Once you've hashed out all those nal details, you've got a nal comp package, and usually you'll accept that package and start.
Marcus: When you're asked for your current pay or your desired pay, you suggest not giving this as a baseline number. How do you decline to provide that information? What words do you use so that it doesn't shut the conversation down?
Josh: It's usually phrased as a twopart question: "What is your current salary?" And then, "What is your desired salary if you come on board?" The easy one is to take the current salary part: "I'm not comfortable discussing my current salary; I prefer to focus on the value I can add to this company and the opportunity that's in front of me." For the desired salary you can say, "I prefer to focus on the value I can add to this company. I want this move to be a big step forward for me in terms of both responsibility and compensation." You're emphasizing how the company will be better if you're a part of it. You want to take on more responsibility, and you want your compensation to reect that. That's my script for addressing those questions. It works most of the time, and they'll move on to schedule the rst interview.
Marcus:
Have you encountered situations where there was a second or third request for that information, or is that just my fear coming through?
Josh: I wouldn't say that happens frequently, but it's not unusual. This is a combination of company policy and the individual person you're talking to. Some recruiters will ask because it's on their list of things to do when screening a candidate. If you resist one time they'll usually shrug and move on. Some recruiters are a lot more aggressive. They'll say, "I have to have this or we cannot move forward with this process." I've heard that line a number of times through people I've coached. And somehow it always turns out that we'll look back later on and were able to move through the process even though they never got that information.
It helps from the candidate side to think of this as a negotiation tactic.
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They're trying to get information about the minimum amount they need to offer to bring you on board. By telling them, you're giving them really good data that will help them determine the minimum. You want to avoid that so they have to think, "What do I have to offer this person to convince them to come on board?" If they keep pushing, I've found that you can give pretty compelling answers that are almost irrefutable and that most reasonable people will accept. On the desired salary side, usually they'll say, "I need to qualify you for a range so that we're not wasting anybody's time." If you understand that it's a negotiation tactic, it makes it a lot easier to see what's going on: they're trying to get that number. You can say in response, "I don't know exactly what I would like to make, but if you're trying to qualify me for a range, I'm happy to respond to that range and tell you if it's in the ballpark." By saying, "Yes, your range is in the ballpark," you aren't boxing yourself into that range. You're leaving yourself wide open to negotiate effectively later on, while giving them what they need at the time in order to continue.
Marcus: I've heard that people sometimes feel they were being greedy or even unethical by trying to negotiate a good salary. Is there a sense that it's not right to push too hard for a high salary?
Josh: I think it's more of a fear than a real ethical boundary. It's a fear people have that they might offend someone. They're feeling awkward about putting the recruiter or the hiring manager in an uncomfortable position. I think some crafty companies will spin a negotiation to make it seem like you're having an ethical or moral conversation. Again, I perceive that to be a negotiation tactic.
This often happens with smaller companies and start-ups. I'm currently coaching someone through a negotiation with a public tech company that's doing pretty well. They're telling him, "We can't really afford to pay you market rate because we're really strapped for cash." I think that's partially true, but it's also a matter of understanding that the company is working to make a pro t. When they bring someone in, [they do so with the expectation that person will] contribute to that. That's the endgame. The more you see it in a business conversation, the more obvious it becomes that this is not an ethical issue. You're not trying to steal money from somebody. You're trying to nd the right price for the value that you bring to the company. 
MARCUS

